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The Public Service of Canada is one of the finest in 
the world. It has well-established traditions and ideals 
that have been developed by successive generations 
of men and women with the most diverse of back- 
grounds and a common desire to serve their country. 


As the institutions and processes of government 
become more complex, it has become necessary to 
codify these ideals, not only to guide and inspire our 
day-to-day efforts, but also to imbue new recruits to 
the Management Category with these ideals and to 
convey more clearly to the public the character of the 
Public Service. The attached statement of Principles 
for the Management of the Public Service of Canada 
is the product of a lengthy, nation-wide consultative 
process involving the deputy heads of both provincial 
and federal government departments, bargaining 
agents, public management associations, universi- 
ties, Members of Parliament and other concerned 
individuals. 


FOREWORD 


The standards set out in this document are high. At 
the same time, they are practical and are already 
being achieved in whole or in part by many depart- 
ments and agencies. I have no doubt that the state- 
ment will evolve and be refined over time. 


Experienced managers will find much support for 
their current management practices in the pages that 
follow. New managers, I hope, will be inspired and 
encouraged to strive to follow these standards. 
Departments will be expected to ensure the full 
application of these principles in all their manage- 
ment practices. 


Canada asks a great deal of its Public Service man- 
agers, but also offers to them great personal chal- 
lenges and opportunities. I hope this statement of 
principles will serve as a personal framework for a 
productive and satisfying career for all managers in 
the federal Public Service. 


less 


The Hon. Herb. Gray, P.C., M.P. 
President of the Treasury Board 


Digitized by the Internet Archive 
in 2024 with funding from 
University of Toronto 


https://archive.org/details/31 761119691681 


In recent years the government has come to recognize 
management in the Public Service as a task carrying 
particular responsibilities and needing special apti- 
tudes, skills, training and experience. The manager is 
being held increasingly accountable for giving value 


for money in the expenditure of taxpayers’ dollars. 


and for serving the public well. The creation of the 
Management Category to facilitate managerial staff- 
ing, compensation, training and development has 
itself underlined the importance of the function. 


It appears timely, therefore, to set down the princi- 
ples which should govern management in the Public 
Service. In total; they provide a frame of reference 
within which managers should strive to improve the 
quality and effectiveness of their own performance 
and that of their subordinates. 


No less important than the principles which guide the 
management function is the context in which they 
are carried out. The Public Service of Canada operates 
in an environment that is far more complex and 
diverse than any other Canadian enterprise, public or 
private. The role of its managers is therefore very 
special. 


INTRODUCTION 


This statement of principles begins with a reference 
to the influences which shape the context of Public 
Service management and make it what it is. The 
Public Service of Canada: 

exists for, and is financed by, the public; 


has special responsibilities to government, 
Parliament and the law; 


while non-partisan, follows political direction; 


works in a federal context with parallel provin- 
cial administrations; 


serves in two official languages a public that is 
geographically and culturally diverse; 


is administratively decentralized; 
is the largest group of employees in Canada; 
operates on the principles of merit and equity, 


with managers both accounting and accountable 
for performance. 


LD 


As an employer, the Public Service strives to develop 
and maintain work environments and a quality of 
working life which stimulate initiative, productivity, 
personal satisfaction and development. The Public 
Service also endeavours to ensure equitable represen- 
tation of the two official language groups, of men 
and women, of people of all racial and ethnic origins 
and of the handicapped. 


Managers in the federal Public Service work in an 
environment which is constantly changing, and diffi- 
cult to predict. In addition, there are many constraints 
on the manager’s freedom of action: the Canadian 
federal constitution and the Canadian political 
system; broad national and international factors; the 
necessity to treat the Public Service as one integrated, 
open system; the size and complexity of the Public 
Service with its constant interactions among central 
agencies, service agencies and policy portfolios; 
financial limitations; and the nature of the managerial 
role itself. These factors are special to the Public 
Service, and make the managerial role different from 
its private sector counterpart. High standards of 
performance must be set which reflect these factors 
and constraints. 


In setting out the principles of management that 
follow, it is not intended to minimize the complexity 
and difficulty of Public Service management. How- 
ever, these are worthwhile standards against which 
all managers should measure their performance and 
towards which all should strive. 


Parliament, Government and the Public Service 


The Public Service plays an essential role in support- 
ing government and Parliament in the development of 
laws and policies and in administering the resulting 
programs and services effectively, efficiently and 
economically to meet government objectives, which 
themselves are modified over time. 


The Manager and the Law 


It is the first responsibility of all public servants to 
uphold the spirit and the letter of the laws established 
by Parliament and the regulations and directives made 
pursuant to such laws. 


The Manager and Political Decision-making 


The Public Service is impartial. It is the government’s 
administrative arm for achieving its policy and 
program objectives. Managers, in addition to advising 
on the development of laws and policies, are respon- 
sible for implementing the government’s policy 
decisions with prompt, effective and unequivocal 
action. 


SUMMARY OF THE PRINCIPLES OF 
PUBLIC SERVICE MANAGEMENT 


Service to the Public 


In administering government programs and services, 
public servants must respect the rights of the public 
being served and be sensitive and responsive to its 
needs and interests. 


The Management of Public Resources 


Public Service managers are responsible for adminis- 
tering the human, material and financial resources 
required to achieve program objectives, for managing 
these resources in trust and for ensuring that the 
public receives full value for money. Since people are 
the prime resource of the Public Service, they should 
be managed sensitively and with due regard for their 
individual and collective rights and dignity. 


The Accountability of Managers 


Managers are accountable for the quality of their 
advice and for achieving policy and program objec- 
tives, within the framework of law, prevailing con- 
straints and the limits of the authority and resources 
at their disposal. 


PARLIAMENT, GOVERNMENT AND 
THE PUBLIC SERVICE 


The will of Parliament, as expressed through the laws 
it enacts and the funds it approves for government 
programs, is supreme under the Constitution. It is the 
foundation on which government directs the activities 
of the Public Service to respond to the needs of the 
Canadian people. The government, which is answer- 
able through Parliament to the people, establishes the 
framework of policies, programs and priorities which 
guide Public Service activities. The Public Service 
exists to develop and manage these policies and 
programs effectively, efficiently and economically to 
meet government objectives. Public funds to support 
programs are administered in trust by the government 
through its Public Service. 


THE MANAGER AND THE LAW 


It is the first responsibility of managers to implement 
and uphold both the letter and the spirit of the laws 
established by Parliament and the regulations and 


directives made pursuant to such laws. This requires 
that managers: 


make recommendations for change that may 
improve the law in their fields of concern and 
provide prompt advice to Ministers if there 
appears to be a risk that government instructions 
are inconsistent with the law or with reasonable 
interpretations of the law; 


support Ministers in fulfilling their responsibil- 
ities to Parliament and to Cabinet by providing 
information and advice that is timely, thorough, 
objective, politically impartial and sensitive to 
the importance of service to the public, and 
which lays out alternative courses of action 
available within the law; 


know and observe guidelines on conduct, post- 
employment activities, conflict of interest, 
partisan political activity, professional ethics and 
all other standards of probity; 


maintain, and lead others to follow, the highest 
ethical standards; 


promptly bring to the attention of the appropri- 
ate authorities any known or suspected viola- 
tions of the law. 


THE MANAGER AND POLITICAL 
DECISION-MAKING 


In serving government, managers must be sensitive to 
the political process but must always remember that 
the Public Service is bound by law and tradition to be 
politically neutral. While managers are bound to 
support and carry out the policies of the government 
of the day, they must not do so in a way that suggests 
partisan support of the party in power or partisan 
opposition to those who disagree with government 
policies, thereby avoiding any action which deliber- 
ately favours one party over another. 


Respecting the right and duty of the government to 
direct the activities of the Public Service, managers, 
through policy advice and administrative measures: 


develop program proposals to carry out policies 
and achieve government objectives with the 
greatest measure of public acceptance; 


regularly evaluate and advise on the continuing 
cost-beneficial impact of those policies, pro- 
grams and regulations that are already in place; 


advise on the development of laws, policies and 
regulations through the formulation of alterna- 
tive courses of action which clearly set forth 
their relative merits and consequences, and the 
nature of support required at every level and 
from every quarter; 


ensure that the strengths, weaknesses, opportu- 
nities and pressures in the areas of managers’ 
responsibilities are identified, recognized and 
considered by the government; 


strive to maintain consistency between serving 
the objectives and priorities of their individual 


programs and the government’s objectives as 
they apply to the Public Service as a whole; 


demonstrate the effective use of public resources 
and departmental programs in achieving govern- 
ment objectives. 


SERVICE TO THE PUBLIC 


Programs and services exist to serve the public. They 
are effective when they are sensitive and responsive to 
the changing needs, wishes and rights of the public. 
Managers are responsible for ensuring that programs 
and services respond to government aims and serve 
the public well so that: 


services and their delivery address the particular 
needs of the public being served in the official 
language of its choice; 


members of the public are provided with the 
complete, specific and clear information they 
have the right and the need to know regarding 


service availability, procedure, rationale and 
cost, with recourse and response in the event 
that they are not satisfied; 


programs are clearly identified in accordance 
with the Federal Identity Program to enable the 
public to recognize and gain access to federal 
services; 


services are delivered in a timely fashion in terms 
of access, response time and the time taken to 
complete each transaction, and respect the 
convenience, physical comfort, safety and 
security of the public; 


services are delivered equitably, sensitively and 
in a personal manner, and take account of 
language, privacy and other special rights; 


channels of communication exist for public 
participation in the development and assessment 
of programs. 


THE MANAGEMENT OF PUBLIC RESOURCES 


It is the responsibility of managers to realize the 
productive potential of all resources entrusted to 
them and to optimize program economy, efficiency 
and effectiveness through their prudent management. 
The policies and practices of human, material and 
financial resource management are intended to 
facilitate the achievement of program objectives in 
ways that respond to the imperatives of law and 
ensure the proper use of public funds, facilities and 
other resources. 


Financial and Material Resource Management 


The manager is the focal point of any system of 
financial and material resource management. Such 
systems are intended to assist managers in planning, 
controlling and accounting for the use of financial 
and material resources in government programs. They 
are designed so that: 


the requirements for parliamentary control and 
reporting are satisfied, and adequate means are 
in place to ensure that disbursements do not 
exceed spending authority granted; 


probity and prudence are exercised in the use of 
financial and material resources; 


cash, accounts receivable, inventories and other 
assets are safeguarded; 


information on financial and material resources 
utilization is related to program results informa- 
tion, both in planned and actual terms, to meet 
the operating and decision-making needs of 
managers; 


an independent and objective check on financial 
and material resource management practices is 
provided through an effective process of internal 
audit. 


Human Resource Management 


At the same time, it is recognized that the people of 
the Public Service are its prime resource. Moreover, 
Public Service employees have needs, rights, interests, 
capacities, limitations, values and aspirations that find 
expression and seek satisfaction in the workplace. 
Human resource policies and practices are intended, 
therefore, to: 


provide, through purposeful human resource 
strategies, qualified persons for jobs on a timely, 
economical and meritorious basis; 


promote fair access to Public Service employ- 
ment opportunities and the fair, equitable and 
impartial treatment of employees; 


enhance the sensitivity and responsiveness of the 
Public Service to the needs of Canadians and 
their elected representatives; 


ensure that, wherever possible, human resource 
planning decisions serve individual as well as 
organizational well-being; 


facilitate optimum employee development and 
utilization through job training, retraining and 
development programs; 


promote high levels of employee productivity, 
motivation and morale; 


recognize the natural desire and the right of 
most employees to representation for the 
purpose of bargaining collectively for benefits 
and conditions of work; 


establish and maintain an environment and 
mechanisms for discussion and cooperation in 
employer-employee relations; 


provide employees with means of redress with- 
out fear of retribution; 


provide compensation and terms and conditions 
of employment which are comparable to those 
prevailing in the private sector for similar work 
and which are fair and equitable to both em- 
ployees and taxpayers; 


strengthen the common identity of managers; 


increase the involvement of employees in 
decision-making which affects the nature of 
their work, their work environments and, more 
generally, the quality of their lives at work; . 


promote: 


— consistency, sincerity and integrity in human 
and organizational relationships; 


— employee initiative, creativity and reliance on 
self-direction; 


— personal responsibility and individual initia- 
tive for continued learning and career develop- 
ment; 


— mental and physical health and safety of 
employees; 


—an atmosphere in which both official lan- 
guages are given equal status and their use 
encouraged. 


THE ACCOUNTABILITY OF MANAGERS 


Depending on their level and authority, there are two 
broad areas of accountability for managers: for policy 
performance, that is, for the provision of advice and 
the achievement of results in the context of govern- 
ment objectives; and for administrative performance, 
which includes the stewardship of public resources, 
adherence to the laws and to the direction provided 
by Cabinet and the central agencies. 


Managers are held responsible, and hold their subor- 
dinates responsible, for their performance within a 
system of accountable management that contains the 
following elements: 


mutually agreed objectives and priorities which 
are defined and stated as clearly as possible in 
view of the complexity of the environment, and 
which are expressed in terms of a contractual 
understanding which ensures an obligation and 
commitment to the achievement of expected 
results within available resources; 


the assignment of authority and resources 
commensurate with expected results; 


a performance measurement, evaluation and 
feedback system that keeps both managers and 
subordinates aware of progress towards expected 
results; 


means of ensuring that employee performance 
is appraised on the results achieved and that 
rewards or sanctions follow equitably from such 
appraisal. 


APPENDIX 


THE ELEMENTS OF PUBLIC SERVICE MANAGEMENT 


In order to ensure the maximum effectiveness, delegating authority as close as possible to the 
efficiency and economy in implementing policies and point of impact of the decisions made. Managers 
administering programs and services, managers: also ensure that: 


1. Plan their activities in support of government 
objectives and priorities, so that: 


strategic overviews and multi-year operational 
plans contribute to the integration of human, 
material and financial resource management; 


performance objectives are expressed in terms 
that permit progress to be assessed, facilitate 
periodic program evaluation and permit man- 
agers to use such assessments for performance 
appraisal and improvement; 


wherever possible, those who must implement 
plans or who are affected by them have the 
opportunity to contribute to their develop- 
ment. 


2. Organize their staff and activities to achieve the 
expected results, assigning responsibility and 


organizational structure clearly relates to the 
mandate of the department; 


responsibility centres are identified, and the 
relationships between the goals of a responsi- 
bility centre, the resources and authority pro- 
vided, and accountability are clear; 


work is organized so that: 


— meaningful job assignments, which contrib- 
ute to career development, are provided 
without jeopardizing objectives; 


— duplication of effort is avoided; 


— span of control of a manager is determined 
by the nature of the work and by the time 
needed to supervise the work of subor- 
dinates; 


— there is effective internal communication for 
increasing responsibility and accountability; 


titles, reflecting the authority and scope of 
managers, are understandable both within the 
organization and to the public; 


reorganization is undertaken only when its 
long-term benefits clearly outweigh the short- 
term costs and disruption; 


managers consult employees, union representa- 
tives and related departments as soon as 
possible in the process of organizational 
change. 


promote individual involvement and commit- 
ment; 


the team is well coordinated and recognizes 
individual needs, talents and training. 


Control their operations to ensure that resources 
are used for the purposes intended and do not 
exceed the levels approved by Parliament. Controls 
are designed so that: 


their criteria stem from the objectives estab- 
lished in planning; 


they facilitate regular monitoring, periodic 
auditing, evaluation of effectiveness, efficiency 
and compliance, and accountability; 


3. Lead their work teams by guiding and inspiring 
the people under their authority to produce their 


best, so that: they are cost-beneficial and impose minimal 


goals, objectives and priorities are clearly 
communicated and guide the team’s work; 


the work environment and example provided 
by the manager build trust, sustain loyalty and 


administrative burdens; 


as far as possible, central agencies use informa- 
tion generated by departmental management 
control systems rather than their own audits 
and evaluations; 


where central agencies carry out their own 
audits and evaluation of departmental opera- 
tions, these activities are coordinated with, and 
sensitive to, departmental priorities and 
demands on, the manager’s time. 


5. Communicate openly with others ensuring that: 


employee needs for information, participation 
and personal recognition are met; 


communications with Members of Parliament, 
government officials, employee representatives, 
the media and the public are responsive; 


sound judgement is exercised in evaluating and 
preserving confidentiality of information with- 
in the framework of relevant laws; 


external communications effectively attract 
public attention; 


external communications are factual, and with- 
in managers’ jurisdiction. 
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